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Workforce Training and Education Coordinating Board

The Vision

To develop a globally competitive workforce supported by an accessible, flexible,
competency-based, and technologically current training and education system.

Mission Statement

The mission of the Workforce Training and Education Coordinating Board is to actualize
Washington’s Workforce Vision by: '

Establishing a new workforce partnership to include active participation by leaders from

-

labor, business, education, and government;

B Employing change to all levels of the training and education system as needed by all partici-
pants, including students, workers, employers, educators, trainers, and political leaders;

B Increasing the number of participants from traditionally underserved populations participat-
ing in training programs that are responsive to ethnic and cultural diversity;

W Increasing self-sufficiency of families by advocating for support services so that individuals
access training opportunities and prepare for jobs that bring a living wage;

B Improving coordination among all programs and providers, public and private, within the
state’s workforce training and education system;

B Promoting training and education that is competency-based, with equal emphasis on
academic and occupational skills acquisition; and

B Generating new and leveraged resources for an integrated, cost-effective, statewide training
and education system. '
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December 1996

Governor Lowry and Members of the Legislature:

We are pleased to submit the 1996 update to “High Skills, High Wages: Washington’s Compre-
hensive Plan for Workforce Training and Education.”

Developed in response to legislative direction, this plan is built on our initial work in 1994 and
suggests the next steps we need to take if our citizens and firms are to thrive in the new
economy. We drew ideas from national and state research as well as practitioners and customers.
We proposed policy initiatives and tested them in communities around the state. And we kept
our focus on collective actions that public and private sector partners need to take to have the
best workforce development system in the nation.

Our goals are clear and measurable. Personal, corporate, and public investments in workforce
training and education should result in increasing competencies, employment, earnings,
productivity, customer satisfaction, and return on investment and decreased poverty. The “most
urgently-needed actions” we suggest are focused on making progress on these goals.

As we move forward to do the work called for in this plan, we are mindful of the high stakes
involved in meeting the challenge of change. We know how much a family-wage job means to
every adult worker. We know that children who don’t succeed in school face a steep hill to climb
to economic self-sufficiency and a sense of belonging to the larger community. We know that the
new federal welfare reform legislation presents new challenges to public and private sectors
alike. And, finally, we know that Washington’s employers need employees who are skilled at
continuous learning. A

Implementing this plan will require political commitment and both public and private
investment. Our success continues to depend on an unprecedented degree of collaboration
among public agencies and institutions, private providers of training and education, community
organizations, employers, students, unions, and workers. It will also require sustained public
dialogue that engages citizens in the process of change.




We appreciate your confidence in our ability to develop and implement this plan, and look forward

to carrying it out.

Sincerely,

Lo Qe Jlrgrer

Betty J aﬂé Nfarver
Chairperson
Gilberto Alaniz 7

Representing Targeted Populations

th A. Billings
Superintendent of Public Instruction

Karel Carter
Representing Labor

Earl Hale, Executive Director
State Board for Community and Technical Colleges
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INTRODUCTION :

How Will
Washington Work?

In the coming century, the driving force for Washington’s
economy will be the human mind. If we succeed in the global
marketplace of the future, it will be because we invest wisely now
in the human capital necessary to produce products and services
that are high quality, to innovate, and to adapt to changing
needs and technologies.

Our challenge is to close the dangerous gap between today’s
educational levels and the more demanding skill requirements of
the family-wage jobs of tomorrow. And we must close the gap
both for young people who will enter the workforce in years to
come and for adults who are already working.

This challenge has a special urgency for those who have
been pushed to the margins of the economic mainstream.
New entrants to the workforce will increasingly be women,
people of color, and non-English speakers—people whose
talents have been underutilized in the past, but whose
full participation will be essential to
our future economic success.

— Continued—

SECTION ONE




INTRODUCTION

Creating a highly skilled workforce requires
sustained public investment. That invest-
ment will only be made when people
understand the need for change and the
devastating consequences of failure. And it
can only be sustained when all citizens can-
see that the taxes they pay for training and
education are producing successful citizens
and a world-class workforce.

The Legislature has charged the Workforce
Training and Education Coordinating Board
(WTECB) with preparing a comprehensive
plan to ensure that Washington develops
the well-educated, multi-skilled, and
flexible workforce we need to compete in
the global economy.

This comprehensive plan describes the
economic and demographic conditions that
underlie the need for change and lays out
the actions that state-level policy leaders
must take to help achieve our vision of a
creative, secure, and globally competitive
workforce. Clearly, government alone
cannot create the system we need, nor will
action at the state level bring about all the
necessary improvements. Businesses, labor
unions, community organizations, workers,
students, and educators must all be partners
in the effort.

e
<

N4

HIGH SKILLS, HIGH WAGES: WASHINGTON'S COMPREHENSIVE PLAN



EXECUTIVE SUMMARY

High Skills, High Wages

The Impetus for Change
A Dynamic Economy that
Demands High Skills

For years, Washington’s resource-based economy was able
to provide high-paying jobs to workers with only a high school
education. Our forests and factories provided a living wage to
loggers and production workers. But traditional sources of high-
wage, low-skilled work, now have limited growth prospects.

The future is not bright for those with no more than a high
school education. Although Washington’s economy is expected
to create about 300,000 job openings for low-skilled workers between now
and 2010, these won’t be the kinds of jobs that helped loggers and
production workers prosper. They will be low-wage jobs serving
food, cleaning offices, and unloading trucks.

The greatest number of job opportunities will be in occupations
that require some postsecondary education but not a four-year degree
from a college or university. There will be 470,000 job openings
for technicians, paralegals, health care workers, salespeople, and
other occupations that require some formal training. By comparison,
there will be 300,000 job openings for teachers, engineers, lawyers,
and other professionals who need a four-year degree.

— Continued—

SECTIONTWO




Employers believe that
skill shortages are hurting
the economy by limiting
business expansion,
lowering productivity, and

reducing product quality.

If we can’t equip our
workforce with the skills
to succeed in high-wage
jobs, our society will
become increasingly
polarized into skilled
“haves” and unskilled

“have-nots.”

“American education
must reach for a new

level of excellence for

the most basic of reasons:

our very prosperity as

a nation—and the
economic security and
quality of each and every
American family—

depends on it.”

Secretary of Education,
Richard W. Riley, 3rd Annual
State of American Education
Address, February 1996.
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Employers Find the Skills
of Job Applicants Lacking

Employers’ experiences suggest that our
workforce training and education system
may not produce enough qualified workers
to fill jobs that require postsecondary
training.

A 1995 survey by the Workforce Training
and Education Coordinating Board found
that 55 percent of employers had difficulty
finding qualified job applicants in the last
12 months. More than 80 percent of em-
ployers who tried to find job applicants
with a vocational degree or certificate from
a community or technical college or private
career school had difficulty finding such
workers. Indeed, employers believe that
skill shortages are hurting the economy by
limiting business expansion, lowering
productivity, and reducing product quality.

Skill shortages are contributing to another
problem: a widening gap between well-
educated citizens with high incomes and
low-skilled citizens struggling to maintain
a modest standard of living.

From 1980 to 1989, real wages for Washing-
ton workers without a high school education
fell 27 percent. Wages for workers with a
high school degree, but no postsecondary
education, dropped 12 percent.

A Slow or Stagnating Rate
of Productivity Increase

One cause of stagnating incomes is stag-
nating productivity growth. Productivity
grew by an average of 4.1 percent per year

"E SUMMARY

from 1960 to 1964, ushering in steady
improvement in living standards. But it
slowed to 1.6 percent from 1980 to 1984,
and to 1.1 percent from 1990 to 1994.

To put productivity back on the road of
steady increases, we need to increase use of
technology and promote the spread of high
performance work organizations. High
performance work organizations require
high-skilled workers who can participate in
decisions, operate and manage computer-
ized machines, understand statistical
process control, and contribute to cross-
functional teams.

If employers can'’t find trained workers in
Washington, they will look to other states
or nations, or they will design new jobs so
that high skills are less important and high
wages are unnecessary. If we can’t equip our
workforce with the skills to succeed in
high-wage jobs, our society will become
increasingly polarized into skilled “haves”
and unskilled “have-nots.”

The Workforce

Will We Have the Skills
We Need?

Two major population trends challenge our
state’s ability to provide skilled workers.
Growth in the workforce is slowing, and an
increasing percentage of new entrants to the
workforce will come from populations that
traditionally have received less education.
Nearly 40 percent of the net additions to the

workforce will be people of color, and more
than half will be women.

Q12
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EXECUTIVE SUMMARY

If the supply of skilled workers is limited,
Washington’s future economic growth
could be constrained. Shortages could
develop, particularly in occupations that
require technical training beyond the high
school level.

To ensure an adequate supply of skilled
workers, we will need to draw on those
who in the past have been underrepresented
in both technical training programs and the
workforce at large. The combination of
slower growth in the number of new
workers and accelerating growth in the
number of women and minorities in the
workforce bring together the moral impera-
tive for equal opportunity and the economic
imperative for better educated workers.

In the decades ahead, we will not have any
workers to waste. We will need to ensure
that every child learns in school, that every
student graduates from high school with
strong basic skills and that every graduate
of high school and postsecondary education
has the career counseling, training, and on-
the-job experience he or she needs to make
a successful transition from school to work.
We will need to reach out to the thousands
of women and people of color, as well as to
people who are disabled or economically
disadvantaged and who are now underem-
ployed or unemployed because they lack
the education or job skills necessary to
succeed in the workplace.

Our Workforce Training
and Education System

Can We Rise to the
Challenge?

Washington’s workforce training and
education system is diverse and complex. It
encompasses more than 40 state and federal
programs, hundreds of academic and
technical institutions and training provid-
ers, and thousands of students, workers,
and employers.

Our global competition-driven economy
and the changing composition of our
workforce are presenting this system with
unprecedented new challenges. We need

to create a seamless system of learning
opportunities that starts with preschool
education and continues through the entire
lifespan of every citizen and worker.

Education Reform and
School-to-Work Transition

Washington has begun ambitious efforts to
improve the performance of our students
by making fundamental changes in our
approaches to education.

First, we are committed to raising our
standards as we define what all students
need to know and be able to do.

Second, we must use competency as the
standard of student achievement. Students
should progress when they have mastered the

o i

HIGH SKILLS, HIGH WAGES: WASHINGTON’S COMPREHENSIVE PLAN

Students should progress
when they have mastered
the material at hand,
rather than when

they have reached an

arbitrary time limit.



EXECUTIVE

What an Ideal Workforce Training
and Education System Would Look Like

The ideal workforce training and education system would:

B Be customer driven—organized around the needs of
students, workers, and employers;

B Be easy to find and enter, and be designed so that people
can move easily among and between programs, and
between programs and the workplace;

B Meet the needs of all learners, including those who have
been underserved in the past because of racial, ethnic, or
cultural differences; gender; disability, or learning style;

B Provide support services such as career counseling, child
care and financial aid to those who need them;

B Be competency-based, so that all students are able to
master the skills and knowledge they need in as much or
as little time as they need to do so;

B Be staffed by people who are prepared to teach a diverse
student body, and who have relationships with employers
that help them stay up to date on changes in their fields;

B Be coordinated with private sector training programs,
with social and other services, and with economic
development strategies;

B Coordinate state goals and objectives with local discre-
tion on how the goals can be reached,

B Be based on full partnerships between business, labor,
and training and education representatives;

B Promote the dignity of work and the value of workforce
training and education;

B Rely on the best labor market information, so that people
acquire skills that local industries need;

B Be accountable for results, and committed to using out-
come measures to continuously improve program quality.

SUMMARY

material at hand, rather than when they
have an arbitrary time limit.

Third, we must improve students’ motiva-
tion and performance by linking their
school work with preparation for their
working future. To do this, schools must
utilize career-related educational pathways
that better define the connections between
secondary and postsecondary education and
a future of productive employment. We
must increase the opportunities young
people have to connect with the working
world while they are still students by
offering them more interaction with work-
places and working adults. And we must
value and credit the lessons students learn

in all environments.

Fourth, we must measure our schools’
success by what happens to all their gradu-
ates. We must know more about how
graduates fare in the many postsecondary
options available to them—including
baccalaureate, community and technical
colleges, apprenticeships, and other train-
ing programs, and in employment.

A Customer-Focused Training
and Employment System

Currently 13 state agencies administer

over 40 different and frequently overlapping
programs for training and related services.
The complexity of these programs is
compounded by insufficient coordination
among and between them, both of which
inhibit effectiveness. Workforce training
and education programs must become

less fragmented and more focused on

o 14
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EXECUTIVE

customers —students and other program
participants, workers, and employers.

Today we are working to reduce the burden
of this complexity on the customer. Many
public and private service deliverers are
working to align their work so they reduce
duplication and improve the accessability of
their programs. Washington is committed
to creating a One-Stop Career Center
system that will offer a wide array of

services to customers as directly as possible.

Systemwide Accountability

Along with better coordination must

come increased accountability for each of
our workforce training and education
programs. Last year, the workforce develop-
ment agencies adopted a framework for
systemwide accountability—Performance
Management for Continuous Improvement.
Performance Management for Continuous
Improvement includes goals for workforce
development, a system for evaluating
results, and principles for continuous
improvement in meeting customer needs.
But Performance Management for Continu-
ous Improvement is just beginning to be
implemented. We must go forward with
implementing accountability for continuous
improvement throughout the workforce
training system.

Public/Private Partnerships

Washington’s workforce training and
education systém is already very much

a partnership between the public and
private sectors. Private employers, along
with the workers they hire, are the prime

SUMMARY

beneficiaries of the system. Private sector
representatives advise the system’s public
institutions as members of formal advisory
boards. The economic imperative for a
trained and productive workforce, however,
demands we expand and deepen these
relationships to form even closer links
between the public and private sectors.

Funding

Preliminary estimates indicate that Initiative
601 will limit state general fund expenditures
to a level that may be insufficient to meet
the cost of ongoing services and cost-of-
living adjustments. As a result, there will be
little opportunity to use the general fund to
implement new policies or programs, or to
expand existing programs. However, other
dedicated funds outside of the general fund
apparently are not covered by the Initiative.
Also, the Initiative does not limit revenue,
only spending. Because of these features of
the Initiative, advocates of additional
investment may support drawing upon or
creating new dedicated funds or tax incen-
tives that could affect private sector behav-
ior without state expenditures.

Goals for Workforce
Training and Education

This plan addresses seven overarching
goals. These goals are not static targets, but
conditions that should be increasingly true
for all people:

Competencies: Washington'’s workforce
possesses the skills and abilities required in
the workplace.

ERIC
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“I hear (education)
talked about as a budget
issue, but the real cost
has nothing to do with
the state budget. The
real cost is not being
able to compete in the
future because we won't
have an educated

workforce.”

Ron Woodard, President of
The Boeing Company Aiplane
Group, Seattle Chamber of
Commerce, September 1996.
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Employment: Washington’s workforce finds
employment opportunities.

Earnings: Washington’s workforce achieves
a family-wage standard of living from
earned income.

Productivity: Washington’s workforce is
productive. '

Reduced Poverty: Washington'’s workforce
lives above poverty.

Customer Satisfaction: Workforce develop-
ment participants and their employers are
satisfied with workforce development
services and results.

Return on Investment: Workforce develop-
ment programs provide returns that exceed
program costs.

Most Urgently
Needed Actions

Many changes in our attitudes and actions
will be necessary to achieve the recommen-
dations presented in this plan. To focus our
efforts, we must prioritize the most crucial
recommendations we have made. These
should guide the agencies of the workforce
training and education system in budget
and policy planning. The most urgently
needed actions are:

B WTECB and the other agencies and
partners of the workforce training and
education system will implement Per-
formance Management for Continuous
Improvement throughout the workforce

SUMMARY

development system. Within two years,
all workforce training and education
programs will have formal continuous
improvement systems in place.

B In order to match labor market de-
mand, the capacity of the workforce
training and education system must
increase. Within two years, the supply
of workforce training at community and
technical colleges should increase by
4,050 student FTEs. Within two years,
the workforce development system
must be implementing its One-Stop
Career Center system. And within two
years, the state must increase its support
for school-to-work transition to assure
greater capacity for work-related
learning in the K~12 system.

B School-to-work transition partners
must continue their scheduled work to
implement a system that will improve
the movement of students to
postsecondary training and to employ-
ment in the careers of their choos-
ing—and back to training again, as
needed. In particular in the next two
years, school-to-work transition part-
ners will work with the State Board of
Education as they define what follows
the Certificate of Mastery.

B WTECB must lead the effort to ensure
that all elements of the workforce
training and education system are
vertically integrated. Within two years,
school-to-work transition partners in
the K-12 system, those working to
assure effective welfare-to-work transi-
tions, those providing adult basic skills

«EG
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training, and the JTPA system should
have established clear linkages with
postsecondary education and training.

WTECB must continue its work to
increase public awareness about the
importance of workforce training and
education issues and initiatives.
Within two years, WTECB will have
completed an initial public awareness
effort to increase public understanding
and support for the goals and strategies
in this plan.

Workforce training and education
agencies and partners must make
welfare reform work. Within two

years, these partners must develop

VE

SUMMARY

programs that integrate basic skills
and occupational skills training with
work experience so that time-limited
training for those on public assistance
actually will enable them to become
self-supporting.

Workforce training and education
partners must ensure firm connection
between their work and economic
development. In the next two years,
economic development and workforce
training programs should work together
to establish and implement policies that
target firms applying high performance
work practices—practices that enhance
and engage the skills and decision-
making capacity of workers.

p=d
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TOMORROW’S ECONOMY:

Only the Skilled Will
Be Well-Paid

Washington is moving away from a resource-based economy in

which people with little formal education can find good-paying
jobs. Our new economy is knowledge-based, and the fastest
growing jobs in the future will be technical, professional, and
mandgerial. The majority of family-wage jobs that will be created
in Washington between now and 2010 will require some post-
secondary education, but not necessarily a four-year degree.

Although most family-wage jobs will require postsecondary
education, the skill levels needed for many potential new jobs
in Washington's changing economy remains to be decided. Employers
increasingly have a choice between creating low-wage jobs that have
been deliberately designed to be low-skilled and designing high-wage,
high-skilled jobs for the high performance work organizations
demanded by the new economy.

Low-skilled jobs can be located anywhere there is a low-skilled
labor force, and they can be low-paid. High performance work
organizations can flourish only where there are high-skilled workers.
If Washington wants its citizens to enjoy high-paying jobs, it must both
prepare people to work in high performance organizations and
encourage Washington employers to become such organizations.

— Continued—
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EXPECTED CHANGE IN MANUFACTURING EMPLOYMENT IN SELECTED INDUSTRIES: 1995-2010
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Manufacturing employment in Washington will grow

in some industries and decline in others.

EXPECTED CHANGE IN NONMANUFACTURING EMPLOYMENT IN SELECTED INDUSTRIES: 1995-2010
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Employment growth in Washington’s trade and
service industries will far exceed growth in

manufacturing employment.
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Opportunities for the
Low-Skilled Are Shrinking

For years, Washington’s resource-based
economy was able to provide high-paying
jobs to workers with only a high school
education. Our forests and factories provided -
a living wage to loggers and production
workers. Now these traditional sources of
high-wage, low-skilled work are either
shrinking or have limited growth prospects.

The lumber and wood products industry,
which once employed 61,000 people in
Washington, has shrunk to about 36,000
and will continue to decline due to supply
limitations and technology changes in the
mills.] The aluminum smelting industry,
another source of high-wage jobs requiring
little formal education, employed 11,300
people as late as 1979. By 1994, the number
had dropped to 7,400.2 A reversal of this
trend is unlikely. In 1993, the Bonneville
Power Administration (BPA) reduced the
amount of power available to aluminum
producers and raised the price of electricity.
In 1996, the variable rate schedule that
provides the aluminum industry with
favorable electric rates is set to expire.3

Agriculture is a major exception to the trend
of declining employment in resource-based
industries. Employment in Washington’s
agricultural sector grew 2,700 from 1990 to
1994.4 However, many of these jobs are
low-wage, seasonal positions.

Even a healthy aerospace industry, the
Northwest’s largest source of both skilled
and semi-skilled manufacturing jobs, won't
offset the decline in resource-based
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high-wage jobs. Although the airlines are
recovering from a prolonged period of low
profitability and are ordering new jets, The
Boeing Company is committed to building
those jets with fewer people than in the
early 1990s.5 Aerospace employment hit a
recent low of 83,900 in 1995. By 2010,
Washington’s aerospace employment is
expected to grow to 90,300 jobs, but that is
still 26,000 fewer than in 1990.6

Although some of the decline in low-skilled
jobs is due to resource limitations, most
can be attributed to irreversible trends
toward replacing workers with machines,
reengineering how work is done to take
advantage of computers, tapping lower-cost
sources of labor outside the U.S., and
transforming low-skilled jobs into jobs that
require higher skills.

In a Global Economy, Jobs Can
Be Located Almost Anywhere

Washington is already aware of the advan-
tages offered by a global economy. We sell
our apples to Russia, our forest products to
Japan, and our airplanes and software to the
world. But as opportunities to sell to other
countries have increased, so have other
countries’ opportunities to make the very
things we sell. And it’s not simply a case of
using low-wage unskilled labor to mass
produce inexpensive standard products.
Foreign countries are increasingly able to
offer highly skilled alternatives to using
American workers.

Boeing is negotiating with Japanese manu-
facturers to produce wing parts for its new
747-x aircraft. French software technicians

TOMORROW 'S ECONOMY

adapt Microsoft products for the French
market. And Vancouver production workers
who make Hewlett-Packard’s hugely success-
ful inkjet printers have highly skilled
counterparts in Singapore and Spain.”

With advances in telecommunications,
even complex service work can now be
performed overseas. In the south India city
of Bangalore, engineers provide on-line
technical support for American program-
mers using Windows 95-based products.
Microsoft is only one of several companies
that is contracting for software services in
India. General Motors, IBM, Citibank, and
Nordstrom also use Indian workers for
software services.8

Where the Jobs Will Be in 2010

The future is not bright for those with only
a high school education. Although
Washington’s economy is expected to have
about 300,000 job openings for low-skilled
workers between now and 2010,9 these
won't be the kinds of jobs that helped
loggers and production workers prosper.
They will be low-wage jobs serving food,
cleaning offices, and unloading trucks.

The greatest number of new family-wage
job opportunities will be in occupations
that require some postsecondary education,
but not a four-year degree from a college or
university. There will be approximately
470,000 job openings for technicians, para-
legals, health care workers, salespeople,
and other occupations that require two

to three years of postsecondary education.
By comparison, there will be 300,000 job
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“Technology and
globalization work
in your favor if you
have the right skills;
they work against

you if you don’t.”

Secretary of Labor, Robert
Reich, “Seven Modest Steps
Toward More Equality,”
Harvard Business Review,
Sept./Oct. 1996.



TOMORROW

TRAINING REQUIRED FOR JOB OPENINGS BETWEEN 1995-2010

Less Than Baccalaureate,

High School | Professional, or
Diploma | Graduate Degree
19% 19%
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Two to Three
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Source: Occupational Outlook, W

hington State. Employment Security Department, 1996. ]

More job openings require two or three years
of postsecondary training than require

a four-year degree.

PERCENTAGE OF EMPLOYERS HAVING DIFFICULTY FINOING APPLICANTS WITH SPECIFIC SKILLS
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Employers have difficulty finding the
workplace skills they need.

S ECONOMY

openings for teachers, engineers, lawyers,
and other professionals who need a four-
year degree.

The table on the next page shows 16
occupational areas that require at least two
years of postsecondary education or train-
ing and that are each expected to generate
at least 10,000 job openings in Washington
in the next 15 years.

Employers Find the Skills
of Job Applicants Lacking

Does our educational system produce
enough qualified workers to fill these jobs?
The answer is no, and the shortage is most
severe in the supply of workers with
technical training.

A survey of 1,900 employers by the Work-
force Training and Education Coordinating
Board found that 55 percent of employers
had difficulty finding qualified job appli-
cants in the last 12 months.10 Among
employers who had difficulty, 92 percent
had difficulty finding workers with job-
specific skills. This was more than the
percent who had difficulty finding any
other type of skills, including the basic
skills of reading, writing, and math.

Similarly, employers are having a hard time
finding workers with postsecondary training.
More than 80 percent of employers who
tried to find job applicants with a vocational
certificate or degree from a community or
technical college, or a private career school
had difficulty finding such workers. This
was more than the percentage of employers
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Occupations Expected to Have 10,000 or More
Job Openings in Washington: 1995-2010
(occupations that require at least two
years of postsecondary education)

Occupational Areas Requiring at Least Two Years but Less
Than Four Years of Postsecondary Education

Managers and AMENISITATOTS .....ccovevererererereureeemne e rereseeeeses e seeesereseneneneseseseesenes 27,225
(theater managers, project directors)

Firstline SUPervisors, Sales..........ocoeeienuinteniniiencieieeccece ettt sttt s 20,430
(wholesalers, retailers, sales supervisors)

CATPEINLETS ...ttt et ettt s st sastete e sae e b es e sea et e et et st sbe et enteesenen 19,725
Professional and Technical Occupations ...........cccccuveeeurureniurencerenercnenneceneeecree e 18,540

(research assistants, technicians)
Firstline Supervisors, ClEriCal .........coeovueerveverininninine st eseetseessesesessesesensnees 17,505

(customer service managers, word processing supervisors)

COOKS, RESLAUTANL .....voeveneerereenrereierrereereeesecsreeeseecsessessessesensesessessesessensssessessensesersens 14,820
(bakers, chefs)
Maintenance Repairers, General Utility .........ccccoociviniiniiiiniciccc 14,430

(fire fighting equipment specialists, industrial/building maintenance repairers)

Sales Representatives, Excluding Retail............ccocovininniniiicce 13,740
(sales representatives in oil and textiles, manufacturers’ representatives)

AULOMOLIVE MECHANICS «.eovveveeiieniiieeictteet ettt ettt eneas 11,880

(car, bus, and truck mechanics; diesel engine specialists)

Occupational Areas Requiring a Baccalaureate or Graduate Degree

REGISIETEA INUISES ......cueevreeeeereenerereisietseeereneseeeseseaeseseseseaeessesesesesesesessenesesesesesosenn 24,750
General Managers and Top EXECULIVES ..ot 22,770
(school presidents and superintendents, directors in civil services, business managers)

Secondary School Teachers ...t eeeenes 20,100
SYSLEM ANALYSIS «...vovvrrinriir et s 19,635

(program analysts, system programmers, information scientists)
Computer ENGINETS .......covviviiiiiiiiiiii ittt sseaee e se s 17,655
(software engineers, hardware analysts)

Elementary TEACKErS ......c..occcceviveriiieeeeeee ettt ettt stst e sessssassesnssnnas 15,180

: &
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Source: Occupational
Outlook, Washington State

2 2 Employment Security
Department, 1996.




“In identifying the
needs for our new
plant, we identified
one of the most
important as a skilled

workforce.”

Larry Ring, Plant Manager,
J.R. Simplot Co., testifying
September 5, 1996, in
Yakima at the Workforce
Training and Education
Coordinating Board hearing
on the comprehensive plan.

TOMORROW®

who had difficulty finding workers with
any other type of educational credential.

There are about 28,000 net job openings
per year for workers with two or three
years of postsecondary training. Yet, the
state’s two-year colleges and private career
schools produce only 21,000 such graduates
per year. Even adding people who move

to Washington from other states, there is
still a shortage of about 3,600 workers per
year who have completed postsecondary
training.11

Worse, employers believe skill shortages are
hurting the economy by lowering produc-
tivity, reducing product quality, and limiting
output or sales.12

o CHANGE IN REAL WAGES BY EDUCATION LEVEL, 1979-1989 ]
20% 18%
15%

10%
Less Than 4%
0, High School  High School Some Bachelor’s
5% Graduate Graduate College Degree l I
0% Master's  Other Graduate
IT] Degree or Professioal
-5% -5% -4% Degree
-1No,
10% -12%,
_1E0, Source: 1996 Long-Term Economic and
15% Labor Forecast Trends for Washington,
The Office of Financial Management
-25% and Washington State Employment
Security Department, 1996.
-30% | -21%

Real wages for the less skilled have

fallen the most in the last 20 years.

S ECONOMY

An Increasing Gap Between
the Haves and Have-Nots

Skill shortages are also contributing to
another problem: a widening gap between
well-educated citizens with high incomes
and low-skilled citizens who are struggling
to maintain a modest standard of living. For
many Americans, living standards and
quality of life have deteriorated. Statewide,
real average wages declined by 6.4 percent
from 1980-89.13 There has been some
improvement in Washington since 1988;
average real wages have actually increased.
But in 1994, average annual real wages were
still $797 below their 1979 level.14

The effect of this drop has been moderated
somewhat by increases in family income
brought on by the entry of more women
into the workforce. And the economy as a
whole grew as the maturing of the baby
boom generation and the arrival of immi-
grants increased the number of available
workers. But the fruits of that growth have
not been equally distributed.

Earnings dropped sharply for workers
without much education and training. From
1979 to 1989, real wages for Washington
workers without a high school education
fell 27 percent.15 The real wages of workers
with a high school degree, but no
postsecondary education, dropped 12
percent. Having two- or four-year college
education moderated the decline, but real
wages still fell by 4 and 5 percent, respec-
tively. In contrast, those with a professional
or doctoral degree found their real wages
increasing 18 percent. National studies find
that employees gain, on the average, an

29
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8 percent increase in income for each
additional year of schooling.16

A Slow or Stagnating
Rate of Productivity Increase

One cause of stagnating incomes is stagnat-
ing productivity growth. Only by producing
more high-quality goods and services with
lower production costs are we able to
increase our standard of living. Productivity
grew by an average of 4.1 percent per year
from 1960 to 1964, ushering in steady
improvement in living standards. But it
slowed to 2.3 percent from 1970 to 1974
and 1.6 percent from 1980 to 1984. Al-
though productivity began to increase again
in 1993, from 1990 to 1994 productivity
grew by only 1.1 percent per year.17

What would it take to put productivity back
on the road of steady increases? Increased
use of technology and high performance
work organizations are two of the ingredi-
ents. But to achieve the full benefit of
either, we need a skilled and educated
workforce. According to the Census Bureau,
a 10 percent increase in the educational
attainment of a company’s workforce results
in an 8.6 percent increase in productivity.18

Technology Demands Higher Skills

Few occupations are escaping the techno-
logical changes forced by computers.
Employees must not only become familiar
with new, highly sophisticated machines,
they must learn and relearn whole new
organizational processes associated with
those machines. According to Kiichi
Mochizuki, a former Japanese steel

executive who heads the Pacific Institute
research group:

“These days, with computerized factories and
digitally controlled machines, mathematics
are very important for factory operations.
When you talk about skill—the word ‘skill’ is
wrong: It implies manual dexterity to carve
wood or hit something with a hammer. Now
skill is mental rather than manual.”19

Even the auto industry, which perfected

According to the
Census Bureau, a

10 percent increase
in the educational
attainment of a
company’s workforce
results in an 8.6

percent increase in

productivity.
mass production using semi-skilled workers,
is being transformed. Oldsmobile, Ford,
and Chrysler are slashing the number of
supervisors in their factories and giving
workers greater responsibility for ensuring
quality, redesigning manufacturing processes
and improving the products themselves.
Ford used to hire many workers without a
—l: AVERAGE ANNUAL RATES OF PRODUCTIVITY GROWTH: 19601994 —
| 4.50%
! L
- 4.00%
| 3.50%
 3.00% |
1 2.50% ﬂ\ i
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i 1.50% —,
‘ 1.00%
. .50%
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‘ Source: Ecomomie Repart of the President, tramsmutted to Congruss January 1956,

Growth in productivity is stagnating.
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high school diploma, but 97 percent of
employees hired by Ford from 1991 to 1994
were high school graduates, compared to an
average of 81 percent for Ford’s hourly
employees in general.20 And when Chrysler
replaced its antiquated Jefferson Avenue
plant in Detroit with a new plant, it spent a
million hours training the existing workforce
to operate the new plant’s highly automated
machinery using self-directed work teams.

Training costs for the Jefferson conversion
were high in part because many of the
workers hadn’t completed high school.

* Most corporations can't afford what
Chrysler spent to provide basic education
to employees. Even Chrysler, a very profit-
able automaker, found the cost burdensome.

-“If that’s the way I'm going to handle my
training, I'm going to go out of business,”
said Dennis Pawley, who headed Chrysler’s
manufacturing operations at the time.21

Changes in technology can also mean
changes for highly skilled workers. New
technology can require different types of
skills than were required in the past.

The High-Skill/Low-Skill Decision

Chrysler’s approach to automation involved
redesigning the work to employ skilled,
self-directed teams. But this isn't employers
only alternative in automating the work-
place. They can “de-skill” their processes—
redesign the work so that it can be per-
formed by a machine tended by a low-paid,
low-skilled employee. Or they can replace
skilled employees with robots.

t]

General Motors chose the latter path in
“reindustrializing” its plants during the 80s.
The company spent $77 billion on new
assembly lines filled with sophisticated
robots that could build a single model faster
and with fewer workers than traditional
assembly methods.22

This approach can work well in markets
where a standard, mass-produced product
will satisfy consumers. But companies that
serve markets where consumer tastes
change often are increasingly choosing to
redesign work to employ high-skilled labor
using flexible, computer-assisted produc-
tion processes. In these markets, the most
successful producers are flexible and quick
to respond to market developments with
small batches of customized goods that are
both high-quality and competitively priced.

Toyota has chosen the flexible approach.
Using teams of motivated workers instead
of hundreds of robots, it can build as many
as 38 different models on the same assembly
line, quickly shifting production from slow-
selling to hot-selling models. In contrast,
GM’s Fairfax, Kansas plant, rebuilt in 1987
with the latest in robotics, at times has had
to run at 40 percent of capacity because
customers weren't buying the Pontiac Grand
Prix and the assembly line wasn't flexible
enough to produce better-selling models.23

Washington’s microbreweries have discov-

ered the advantages of flexible, small-batch

production. One such brewer, Olympia’s
Fish Brewing Company, has recently begun
to produce a beer called Emerald Downs
Ale exclusively for sale at Auburn’s Emerald
Downs race track. While demand for mass
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market beers is stagnant, the number of
microbreweries in Washington has grown
from 29 firms in 1992 to 69 firms in 1996.24

High Performance Work Organizations
Need Workers Who Think

Companies that pursue a strategy of market
flexibility and responsiveness must rely on
employees who can quickly adjust produc-
tion processes to move in a new direction.
These companies tend to share a set of
traits that collectively describe a “high
performance work organization.” These
traits include:

B A commitment to continuous
improvement,

B Worker participation in decision-
making at the shop-floor or frontline
level;

B The integration of technology into
work processes to a high degree;

B Cross-functional teams responsible for
customer service, training, problem
solving, and product design; and

B Management by coaching, planning,
and facilitation, rather than enforcing.

High performance work organizations
require high-skilled workers. Employees
can't participate in decisions if they can’t
read the plant’s production reports well
enough to see the relationship between
down time and financial performance.
They can't operate computerized machines
or understand statistical process control

SECONOMY

without some understanding of mathe-
matics. And they can't contribute to a
cross-functional team without basic “We have a real prob-

communication skills. lem here. We have a

. technical society, but
To meet the needs of a high performance
At n education system
work organization, tomorrow’s workers a cation 2y
must not only receive job-specific and basic

skills training. They must be able to:

that is not turning out

technical people.”

Remarks by John Smith, Jr.,
Chairman and Chief
Executive Officer, Maxwell
Convention Center, Tulsa,
Oklahoma.

B Adapt quickly to change;
B Perform more abstract work processes;

B Assume more decision-making
authority;

B Work in teams; and
M Understand systemwide needs.

Employers are having a hard time finding
these high performance skills among
current job applicants. Among the 55 percent
of employers who had difficulty finding
qualified workers in the last 12 months,

77 percent had trouble finding workers with
the ability to adapt to change.25 Seventy-
four percent had difficulty finding workers
skilled in teamwork, and 84 percent had
trouble finding job applicants skilled in
problem solving. Without these skills,
businesses cannot become high performance
work organizations.

Yet, many Washington businesses are
striving to adopt the high performance
strategy. In 1990, a national study reported
that only five percent of employers were
using methods that characterize a high
performance work organization.26 When
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surveyed in 1995, 22 percent of Washington
employers indicated they had a formal
continuous quality improvement program
in place.27 Larger percentages of employers
are using other high performance practices

Reinventing Government—Washington State Library

In 1995, the Washington State Library applied the principles
of total quality and self-managed work teams to change its
traditional culture dramatically.

The library, which provides information serv